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f Background of the Study 


With the proliferation of Federal categorical 
grant programs in the decades of the fifties and the 
sixties (from forty-eight programs to well over one 
thousand), there came the creation of an extremely com- 
ren Federal delivery system, an enormous amount of 
red-tape, and a fragmentation of responsibility and 
authority at the local level. 

The few Federal officials who understood the prob- 
lems this system created for local government, began to 
develop in 1970-1971, a conceptual approach for consoli- 
dation of these grants into more broad, flexible "block" 
grants. The first of these to be developed was in the 
area of community development. Along with five other 
program areas, the first legislative proposals were made 
Po twne Goneress in 1972, under’ the title of "Special 
Revenue Sharing"’. Although basically not a revenue 
sharing program at all, the concept met with clear bi- 
partisan support and the U.S. Senate passed a Community 
Development block grant measure by an overwhelming 
eighty to one vote. The Housing Subcommittee of the 
House reported out a similar measure, but due to delays 
and procedural problems, the House Rules Committee failed 


Lo mepert oul a bDrLl prior. to adjournment. 


Digitized by the Internet Archive 
in 2024 with funding from 
state of California and California State Library 


httos://archive.org/details/C 123307631 


Again in 1973, similar legislation was intro- 
G@ueed, but this time, recognizing the confusion of 
terms, the proposal was referred to as the "Better 
Communities Act" and the terminology "special revenue 
sharing" was dropped. 

Both Houses of Congress responded, and the 
"Housing and Community Development Act of 1974" was signed 
Piteerew on August 22, 1974. 

Against this back-drop the Oakland City Council, 
by resolution adopted January 29,1974, requested the 
Oakland Redevelopment Agency (ORA) to prepare its recom- 
mendations as to how the city might best undertake its 
responsibilities under the then pending legislation. 
Pests itiportant to note here the obvious omission of any 


role for the City Staff , an omission which is symptoma- 


eo ee pe ee ee = SS ERE 
tic of a very serious deficiency and weakness in the 


Meee Sstiucture and “process of “government 


ie Rey Of 


Oakland. 


By report dated June 14, 1974, entitled "New 


Directions for Oakland”, ORA-comptied—with—that- 20S) naman 


v 
tity Staff, under-thettrecrion of the manager, 
have prepared comments to this document (but initiated 
no independent effort of their own, in spite of the 

slight given them by the Janurary, 29th resolution). n 


addition, the Community Action Agency, WOPC of the Model 
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Cities Program, and OCCUR have prepared position papers 
relative to eins functions or roles under the new 
Community Development legislation. 

Subsequent to a work session on this subject by 
the Council on September 17, 1974, McManis Associates 
were engaged to assist in resolving the major issues 
Pieeenaa Arisen, and for the purpose of guiding the city 
eees cri01ts to organize for and carry out the broader 
responsibilities given it under the 1974 Housing and 
Community Deve lopment ACE; 

McManis Associates immediately began the fact- 
finding phase of the undertaking. This included the 


review of all relevant reports and documents such = 


QRA report New Directions for Oakland" 
CuMeniEs Thereon by City Start, OCCUR, — 
ce aere meres we 
arena jGaty Charter 
Budget documents of City, ORA, Model 
Cities, Community Action, Housing 
Authority 
Evaluation reports of Model Cities > 
Program reports ede Cane 
ORA, Model Cities, Community Action, 
Housing Authority 


Extensive interviews were conducted with the folfowing: 


The Mayor and members of the Council 

City Manager, Deputy, and Assistants 

City Department heads (Planning, Building 
and Housing, Manpower) 

ORA Executive Director, Commissioners, 
and project coordination staff 

Model Cities Director, Deputy, and 
planning and evaluation staff 

Community Action Director and Deputy 

Housing Authority Director and Chairman 

Chairman and Executive Director, WOPC 

District Representative for Congressman 

Dellums 

Executive Director, New Oakland Committee 
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As @ result of the above efforts of the McManis 
team*, the following “Preliminary Report and Recom- 
mendations" has been prepared for consideration, dis- 


cussion, and action by the Oakland City Council. 


< 


* Floyd H. Hyde, Margaret S. Seeley, Dr. George Kelley 


ay 


ee ee 


Af 
. Livi’ oa ti ait erat 2 sian # * “ 
ia tli 0 aDA atin 5" heeoita wha 
040 | agdiOue «1.00 hay 3 od oohadnny Hogi 24s * 
se. vib beets Aaa Bal mtigh Pry ; 


tT2) tHE COMMUNITY DEVELOPMENT PROGRAM 


The Department of Housing and Urban Development 
has issued draft regulations for the purpose of imple- 
menting Title I of the Housing and Community Development 
Act of 1974 (community development block grants beginning 
on January 1, 1975). There follows a basic outline of 
the program and the administrative requirements which 
must be met. 

-Objectives to be met by grants (in each case, 
principally for persons of low and moderate income): 
Elimination of slums and blight and the pre- 
vention of blighting influences 


Elimination of conditions which are: detri- 
mental to health, safety, and public welfare 


Conservation and expansion of the nation's 
housing stock 


Expansion and improvement of the quantity 
and quality of community services 


More tatronal use of land and other natural 
resources 


Reduction of the isolation of income groups 

¥ 
Restoration and preservation of historic, ar- 
chitectural, and esthetic properties of special 
value 


Further the development of a national urban 
growth policy by consolidating a number of 
complex and overlapping programs of special 
assistance into a consistent system which 

(1) encourages activities which are consistent 
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Ver local planwine, (2) furthers achieve- 
ment of the national housing goal, (3) pro- 
vides assistance on an annual basis, and 

(4) fosters community development and housing 
activities in a coordinated, mutually suppor- 
tive manner 


-The major eligible activities for which community 


development grants may be used are as follows: 


; Acquisition of real property which is 
(iyi blighted; "deteriorated, détériorating, 
undeveloped, or inappropriately developed, 
@7)@esppropriate «for rehabilitation or con- 
Senvationsactivities, (3)' Appropriate. for 
historic preservation, urban beautification, 
conservation of open spaces, provision of 
recreational opportunities, or guiding urban 
eevelopment, andy (4) to besuséd for ther 
eligible public purposes ; 


Provisiloncot mcrehborhood facilities, “senior 
Pemecrs, slid luEnos, shreets, street lughts, 
water and sewer facilities, pedestrian malls 
and walkways, recreational facilities, flood 
and drainage facilities (where other Federal 
assistance is not available); and parking, 
solid waste disposal, and fire protection 
facilities in areas where other community 
development activities are being carried out 


: Code enforcement in deteriorated or deteriora- 
ting areas 


: Clearance, demolition, removal, and rehabili- 
tation 


Special projects forvthe elderly and handicapped 


; Payments for loss of rental income in holding 
housing units for program relocatees 


x Provision of public services in areas being 
assisted through the community development 
program (and where other forms of Federal 
assistance are not available); such services 
directed toward (a) improving capabilities 
in employment, economic development, crime 
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prevention, child care, health, drug abuse, 
education, -welfare, and recreation, and 

(b) coordinating public and private de- 
velopment programs 


: Payment of the non-Federal share required in 
connection with a Federal grant-in-aid pro- 
gram undertaken in a community development 


effort 
: Relocation payments 
: Activities necessary to (a) develop a com- 


prehensive community development plan and 
(b) develop a policy-planning-management 
capability sm that the local government may 
more rationally and effectively determine 
its needs, set long-term goals and short- 
term objectives, evaluate the progress of 
such programs in accomplishing these goals 
and objectives, and carry out management, 
coordination, and monitoring of activities 
necessary for effective plan implementation 


: Payment of reasonable administrative costs 
for the planning and implementation of com- 
munity development and housing activities 

-Ineligible activities (for which grant funds 


may not be used) are as follows: 


; Buitldingesand faci lates’ for the’ general 
conduct of government 


: Stadiums, sports arenas, auditoriums, etc. 
which are used by the general public pri- 
marily as spectators ot observers 

: Schools 

‘ Transportation facilities 

: Medical facilities 

: Operating and maintenance costs, general gov- 


ernment expenses, new housing construction, 
income payments, and political activities 
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-There is a specific requirement that the units of 
local government meet the requirements imposed by the 
National Environmental Policy Act (NEPA). In essence, 
except for administrative and planning activities, it 
will be necessary that Environmental Impact Statements 
be proposed, subjected to public scrutiny, and submitted 
to the Department of Housing and Urban Development. The 
procedures, and required documentation, are both exten- 
sive and potentially time-consuming (See Federal Register, 
Thursday, October 10, 1974). (California law currently 


Pequireas ELR, ) 


In summary, then, the community development program 
defined by Federal regulations, and as envisioned by those 
who have worked with it from the concept to the regulatory 
stages, provides for: 

-Assumption of full program responsibility 
by general purpose local government 

-Local needs assessment, setting of goals 
and objectives, and establishment of poli- 


Cles # ans, and projects 


-Local monitoring, evaluation, and demonstra- 
tion of results 


Thus, while there still remains too much Federal 
administrivia, the concepts of local initiative and local 
management prevail. The key, then, is how well localities 
meet this challenge, considering the need for major. 


changes in their historical "police powers" orientation. 
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Maem belie ctLons , 


The contract between the City of Oakland and 
McManis Associates, and the Federal community develop- 
ment and housing legislation addresses a number of terms, 
not all of which have commonly accepted meanings. Accord- 
ingly, in order to asure mutuality of understanding, the 


following definitions are presented: 


policy planning: The establishment of goals, 
Sbyjectives, and policies; that is, the setting 
of directions and the basic guideposts for 


reaching them. 


pEucceling: The process of ‘translating priorities 
established in the policy planning process into 


an annual financial action plan. 


Prroject planning: ‘Ihe Creation of a work program 
for carrying out activities approved in the budget 
process; to include milestone and performance 


standards. 


-Monitoring: The function by which management 
keeps track of the progress of a given project 


or activity, both as to performance and spending. 


-Evaluation: The final step in the management 
process; the means by which management measures 
the effectiveness of its efforts to achieve its 
goals and priorities. The results of the evalua- 
tion process should influence the totality of 
management decisions in the following year as the 
Cycrevo. policy planning, budgeting, project 
planning, and monitoring, is repeated. 
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-Community development necds: Those deficiencies 
Boe physical, economic, or social nature, which 
may’ be corrected, in whole or in part, by improved 
community facilities and other public improvements, 
including the provision of supporting health, 


Social, and samilar services. 
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iva. Preliminary Findings 


Gowen tial Decisions 


(2) Policy Planning 


(3) Budgetine (Deferred for Phase II, because of 


need for early decision on other matters) 


(4) Project Planning 


Cs) Monitoring 


Co), Evaluation 


(7) Over-all Capacity for Community Development 


Housing Program 
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These preliminary findings are presented under 
Peewieecanes of (1) initial decisions 2 eG Lhe 
& \ 9 
Piemmineg, (>) budgeting, (4) project planning, (5) mon- 


ie tegeeo) evaluation, and (7) a summary of the above. 


Coe tnatial Decisions 


MS oumber Or rie cial community development 


@ecrvsional reduirements exist. 


- Assignment of responsibilities for packaging 


the appication and administering the program. 


Which agencies now carry out community 
development activities andare Likely 
to be involved in the-new program? 


Which agencies will be most responsive 
to the elected officials who now bear 
the legal responsibility for the 
program? 


Can a single existing agency pull all 
the required resources and experience 
together or will something different 
be required? 


- Who, in particulary should be charged with 
overall responsibility for: 


1. Doing the required research and planning 
2. Managing the application process 
3. Developing the program alternatives 
4. Designing the organizational changes 
that may be needed to implement the 
new program 


-)2- 


a oe 7 9 7 
a 
. fl 
aria eth ieee ae 
7s 
1 Liles t) i Pui ‘Na Geib a. V1 Ort Pad Ta ones? ope 
Pre he P,  ReGIS HRs Wareion)’ CPS. %, mo ae * 
_ 
‘ : 
7 i } . iv ty ° ac aL | wi 40 See Await (fF 3 amt a 
(Ay 2 | ee kid i) py Mp Mulaya cu? dee 
7 
Swteimed Thiiint” ty 
Jit s 4 S © 3. Peudwey peas SId94 7 Degnih Ai 
Li As wa iipug ladoke 
7 
nit] ay j 3 smloiigag eos?) Nomwliess « ; 
HIEvag? Stl wWwiiggs4 | Jan bos Holy) +709 Ad 
7 Sibepec fi Par , i 1 wow AM aa a) Le 
fieult Rite «li iviggsa (PSse6 LO VAL 
ePIS039 ‘Wt ol, G) Bovlowrns ad «» 
Panectes See ed it}ke LL gue, tosh 
1 io oP) fr Mo testes! td kad 
Ia Te iiss npte@y fy isd git3 
Sosy) , 
tha er ie iV he hve sienis "7 cial 
NNVAYaGAG fine eS HiWa 7D - Giles civtas wig 


Pipgvat)2 


Siiv begeeda ad Witeds ayalusisxce a’, .actW 
txo? villidtenoges: liavave 
htimiela baa Agisete: bat tues. orig 


| Sevoo1g nolieoft 
» SV RATeI in mex 
- “Asrats ans 
oat mame! gm, il 
- 


ars 


i s ‘5, 7 . “ty 
- eo ’ 
"7 : a 
aa, rien ey 
. \ > ; 2s 


pit A Saiiag Lilew a0 (giliggay 


A Pe figizo0 


aslJuges wd 


ms 


~ Decisions relative to: the major! community 


development strategy over the next three 


years: 


What changes in population and eco- 
nomic base are taking place in the 
different areas of the city? 


What are the absolute and relative 
community development needs of each 

area: © (For example, where are streets, 
sewers, water systems, parks, fire 
stations, and other public facilities 
that need replacement? Where are 

street lights needed- or being demanded? ) 


What will the impact be of money spent 
for particular improvements in partic- 
ular areas? (For example, will new 
private investment be encouraged, will 
blight be reversed?) 


How will specific commumity development 
activities in different areas affect 
population and economic changes? 


How much money really will be available 
in the next three years from Federal 
community development block grants, 
local etrorvs and ‘state tunds for com- 
munity development activities? 


Will you be able to deliver what you 
promise? 


How long will projects take to plan, 
staff and complete? 


How much: wad) they cost ? 


What are the likely environmental im- 
pacts of specific alternative community 
development projects (Note: the Act 
makes you responsible for enforcing 

the ahi Environmental Protection 
Act. 
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- The law requires that the application include 


a comprehensive housing assistance program 
Em@al includes an accurate survey of current 
housing conditions, an assessment of the needs 
of lower and middle means residents and spe- 
cifies a realistic annual goal for the number 
of units or people to be assisted. 


Weeds LS Maite current ConuLeionm Ot tne 
housing stock of the city? 


What are the housing needs of lower 
income, elderly and handicapped people 
who now live here or who may move here? 


. Can the city get any help in meeting 
its housing needs from other federal 
OG state programs? 

What mechanisms can be used to help 
people fix up their homes to meet 
health and safety codes? For example, 
code enforcement, low interest loans, 
or partial tax abatements for improve- 
MeIvteS « 


How can the city secure the continu- 
img cooperation of ‘the private real 
estate, savings and loan, and mortgage 
banking community in meeting its hous- 
ing needs? 

- The Departinent of Heusing and Urban Development 
must approve or reject the city's application 
within 75 days after it is accepted for review- 
and the city's program will commence on accept- 


ances Applications tor'*19/5 funds: may. be ‘sub- 


mitted between December 1, 1974 aticy Apaid Loy Lis 
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so the city's program may begin any time 
between January and June 1975. 
How leet pe anvithice city eet iready? 


Write an application? Train new 
people for new programs? 


. Should the program be phased with 
thetcity srctiscal year? 


Are there political or administrative 
reasons to rush or delay the opening? 


- If the formal application is not submitted 
or approved by January 1, 1975, an advance 
Omer undsler wip to atten percent of ‘the -en- 
titlement may be requested. The advance, 
in the case of Oakland, may be used to plan 
the community developmert program. 
Can the city use resources now avail- 
able to plan the Community Development 
program? 
Does the city have a way of. keeping 
administrative control over the advance 
funds to prevent them from being used 
just to continue paying present staff 
without much benefit to the objectives 
and opportunities of the new legislation? 
- The Federal legislation emphasizes the need for 
the existence of st'rong, highly developed, 
management systems in local governments utilz- 
ing community development block grants. As 


a means of fostering the creation (or strength- 


ening/continuation) of these systems, the 
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lesisiation: 
' 
Permits use of block grant funds to 
create planning, budgeting, and 
evaluation capabilities. 


Makes the availability of future 
Prants contingent on proper man= 
agement and use of funds already 
received. 


Provides for additional discretion- 
ary grants based on the submission 
of thoroughly documented plans and 
evidence of effective use of funds 
previously granted. 


Peeve Orie ky iid addition tp the decisions 
which must be made in order to obtain the 
imptial grant, there are others, having long- 
term impacts, which ,should be reached concur- 
rently. Among these are: 


ls theré a capability for translating 
the initial year’s plan into specific 
programs? Can the money be spent in 
a timely manner? 


What controls and monitoring system 
are available? Can these be created 
within the current organization in 
time to be effective? Who is going 
EO, do Lt! 


. What continuing infomation require- 
ments exist? 


. What type of continuing planning should 


Dewu0one: Where should if be located in 
the organization? 


. Should the community development effort 
be established under a project form 
of management? If not, what approach 
should be used? 
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What evaluative approach should be 
used, and how, organizationally, 
should this be accomplished? 


And, finally, what is the long-term 
(5-10 ae. strategy which the city 
wants to follow in applying its 
community development and housing 
assistance funds? How will progress 
toward this strategy be measured? 
What are the interior milestones? 
Can the proposed techniques produce 
a synewistic effect in attracting 
private and other local government 
Tesources: (im essence, this. series 
of questions addresses the need for 
conformance to and support of the 
long-range goals of the City of 
Oakland. ) 
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G2yeebobircy Planning 


ipe City Counci) does not consistently establish 


Pieseitere to clearly understood policy goals and vobjec- 
tives for the guidance of city government 


- This lack of over-all guidance and direc- 
tion has resulted in excessive emphasis on 
short-term program efforts, poor use of 
staff time, and diffusion of responsibility 

- While the council has adopted a laudible 
set of goals and policy statements (Oakland 
Policy Plan, adopted October 24, 1974), few 
if any of these ee have been translated 
into measurable objectives. Since goals 
and policies are by nature much broader and 
more general than objectives, it is diffi- 
cult for the council to evaluate any given 
program proposal against the city's long 
term goals or to measure relative value 
among various wrenoeats, Translation of 
the general statements of the Policy Plan 
into measurable, achievable objectives is 


essential. 
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toeene Le a demonstrable lack of Adequate broad- 


t 
based citizen participation in the development of poli- 


Giessand priority allocation of resources 


- While the city has formalized a citizen par- 
ticipation component for a variety of spe- 
fille PEostom Lunecevons, OCCUR’, Lt ‘suffers 
from the following deficiencies: 


(i) Restricted in scope-not compre- 
hensive 


(ii) Viewed by many in the community 
as not being adequately repre- 
sentative (particularly with 
respect to low-income and minor- 
ity persons) 


Ciel) Inadequately funded and therefore 
under-staffed 


(iv) Not geographically representative 
(vy)  Underutilized 
- While the Model Cities administered citizen 
participation component, WOPC (West Oakland 
Planning Committee) has impressive funding 
and a sizeable staff, it should be pointed 
out that: 
Ci) governing board members are all 
from the Model Neighborhood Area 
in West Oakland, and thereby are 


not representative of the entire 
CLEY: 


* (OCCUR has received part of the city Section 701 grant 
to design citizen participation systems within the city) 
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PS 
Gi) pabieun understanding of sEhenCP 


role has resutted in duplication 
of efforts between their parent > 
CDA staff and WOPC€ staft-end—_ 
general confusion on-the part. 


City Council and the—eommunity; 


eadership in the organization 
has been shared by only two or 
three individuals who are felt 


to be not representative of oe 
MNA residents; 


(iii 


s-hough WOPC is a Rie ees 
project, it has never acted as 
Such, (or yearns, iL mever sub- 
mitted .resular activity and fi- 
nancial reports, and refused to 
monitored by CDA staff; and 


(iv) 


f 
(v) policy-making experience has been 


Tinice! Eo EraG Eional Model Gites 


funded activities. 

- Although the Act specifically states that 
its requirements for citizen participation 
shall not be construed..."to restrict the 
responsibility and authority of the appli- 
cant for the development of the application 
and the execution of its Community Develop- 
ment Program'', it is nevertheless required 
by the Act and HiD regulations that, among 
other things, a wecceee be developed which 
permits citizens likely to be affected by 
community development and housing activities, 


including low and moderate income persons, 


to articulate needs, express.preferences 
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about proposed activities, assist in the 
Selection of priorities, and otherwise 
Participate in the development of the ap- 
plication and have individual and other 
compaints answered in a timely and respon- 
Sive manner. 

We believe Oakland does not now meet 

v4 this requirement. 


The city government of Oakland (council and staff) 


have; historically tended to avoid diréct involvement in 


deral 30cial-oriented 


- This lack of direct involvement has created 


~~ 


serious impediments to responsive and ef- 


fective government in Oakland. 


- As the various Federal programs emerged 


over the years, city government invariably 


insulated itself from direct participatio a 


— 


- While most members of the present council 
Gncluding the mayor) do not now share thi 
view, the council RE whole is perceived 
by many in the community (and by city staff) 
as still unwilling to commit itself com- 


pletely to such program efforts. 
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City staff fails to present in an adequate manner, 
' 
policy Options or alternatives to the Council 


~ 
- Present city staff seems to lack initia- \_ 
tive in developing policy direction for \ 


aS a J 


council consideration and tends instead vod 
to react to Council initiatives. It is 
dipeicule tor the, consultant tomdetermin ‘ia 


whether the Council's lack of policy guid- 


ance is the cause for this or whether the 
staff's lack of initiative is the cause / 
ofethe Gouneil'sadifficulties: related in Ws 
the first finding. The important thingy 
however, is to address the issue and find 

a solution to this very basic set of inter- 
related problems and seek greater clarifi- 
cation of the respective roles. The Oakland 
City Charter is suggested as a useful 


G starting, point. 


Policy planking: responsibilities: in Oakland are 
organizationally fragmented, duplicative (and therefore 
costly) and poorly coordinated 

=- There mre planning staffs in Gity Hall, 
ORA, Model» Gities,« ahd) City, staifien Glear 


recognition should be given of the fact 
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that policy planning for the City of Oakland 


must be a function of City staff. 


- Although both Model Cities and Community 
Action are "official departments" of city 


government, responsible to the Manager, there 


is no participation of the Manager de 

déliberattons of either department. The 

two agencies operate independent of each 
ae with the result that both administer: \ 


i. 
a non-profit housing caporation; an economic 


development program and parent and parent/child 


services. Both fund the same Senior Citizéns 


v 
~ 


PA fo 
Delegate Agencies 
Model Cities Community Action 
Parent, Child Development Center 24-Hour Parent-Teacher Child Care 
Housing Development Corporation Oakland Rehab, Incorporated 
Community Development Corporation Oakland Metropolitan Enterprises 
Pocial Service Bureau Social Service Bureau 


v 


While the Model Cities Agency executives 
solicit policy guidance from WOPC and 
a 25-member Rlicy Committee (with city 
representatives), the Community Action 
Agency develops policy through a nine 
member board, only three of them, low 
income clients land one, an elected 
Councilman. 
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Policy of the Oakland Redevelopment 
Agency is the responsibility of a seven- 
member Board appointed by the Mayor and 
Council. While ORA maintains that it 
Copp es OE City policy throvsh plans 
developed by the Planning Department, 
approved by the Planning Commission 
and voted on by Council, the procedure 
is barely recognizable. ORA staff 
usually initiates new ideas, whether 
they are within the city policy frame- 
work jor not, 
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(3) Budgeting (Deferred for Phase II, because of 


need for early decision on other matters) 
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far Progect Planning 
There is no adequate city-wide system of identi- 
fying projects, establishing performance milestones, 
and assigning responsibilities 
(a) While some project planning papacy 
exists in City Hall, ORA, and the 
Model Cities office, no comprehensive 
strateey or capacity exists «in. any 


one of them. 


(b) Capacity to do this on a city-wide 
basis is essential if Oakland is to 
adequately carry out its responsibili- 


ties in community development. 


- Comprehensive project planning has evolved in 
the City of Oakland over the last fifteen years, basically 
in response to the initial city general! plan adopted 


AS eraiite, Meir 


for Jo°o. Updated in 1969 with a 


comprehensive pla, "Options For Oakland" is) now recog- 
nized by city staff, ORA, OHA, CAA and Model Cities as 
the basic guide to development.” As the goals statements 
within "Options For Oakland" are very broad (and lack 


specific interim objectives), project planning is many 


things to many people. 
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The basis of project planning at ORA is still. 
the 1958 city general plan. The three NDP areas 
(North Oakland, East Oakland, and Chinatown) currently 
underway were first identified in that plan and two of 
them were initiated by the Planning Commission. 

Peoyect adeas “are pute forth by the Council, city 
staff, ORA or neighborhood groups. After being presented 
to the Council, an informal work session is held which 
usually results in knee-jerk action by the. Council or 
Merercal to ORA (rather than city staff) for study. ORA 
offers a detailed response to Council, identifying: 
implications of Federal legislation, availability of 
funds; neighborhood interest; state statuatory restraints; 
and overall feasibility. (City planning staff have implied 
that housing and redevelopment projects are not their 
legal concern and they are reticent to undertake anything 
not specifically assigned to them by the Council or City 
Manager. ) 

The ORA study of a proposed project is presented 
to the Council who (usually) giwe authorization to ORA 
to file a project application. (Here again, the Planning 
Department has limited experience in developing Federal 
applications. They have been confined to 701 and UMTA 
studies. ee ee ee both 
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developins 
Ra eee nce the green light is given, ORA pxretceds to 
@ecemoare OKA stati, City Planning and the recognized 


citizen's group to develop the project plan. Two 
contracts are let for project plan: with the Planning 
Department for planning services; and with the Project 
Area Citizens Committee for citizen guidance and com- 
munity information. (ORA gives a $25,000 grant to the 
Project Area Citizens Committee to hire staff and pur- 
chase supplies.) 

Both the preliminary and formal plans are routed 
to the Planning Commission. If the plan calls for street 
improvements, sewer expansion, parks etc., contracts 
are signed with city agencies (public works, building 
and housing, parks and recreation.) 

Although City Planning maintains that there is 
“minimal cooperation and mutual distrust" between ORA 
and that department, the ORA project coordinators do 
have frequent contact: with the city planners. 

It is important to mentjon that the ORA "planners" 
are staff within the Division of Programming and Coor- 
dination. Their role is to coordinate with and provide 
information and technical assistance to the community 
(Project Area Citizens Committee), City Hall, and 


developers once a project has been planned (feasibility 
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and mapping) by the City Planning Department and approved 


by the Planning Commission and the Geey Gouncil, “ORA 
staff are not planners in the traditional sense. (Only 
one draftsman is employed at ORA.) 

some project planning also occurs at Model Cities 
and Community Action. As Federal guidelines suggest 
program categories for both agmcies (education, econom- 
meecvelomnent;. child care, housing etc.), projects 
are developed within these categories. 

Model Neighborhood Area residents volunteer to 
serve on various CDA Study Committees which identify 
projects within the HUD program categories. This sys- 
tem of soliciting ideas takes place in lieu of action 
on the part of West Oakland Planning Committee. (WOPC 
staff has not been successful in attracting the broad 
citizen participation and support required.) 

Project ideas are put into priority order by 
the Study Committee members with the assistance of CDA 
staff. CDA staff planners then refine ideas into pro- 
ject descriptions, whereby they are submitted to the 
WOPC Board and then to the CDA Policy Committee. (This 

é consists of 25 go omberss 13 representin 


the WOPC and the remainder Seen Snir “county depart- 


ments, or pic oe the @ School Board-) 
Final positive decisio y Committee are 
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Surmetred to the City Manager's office. At thir 
discretion,,items are scheduled for the Council during 


workshop sessions. 


However, it is not unusual for WOPC Board mem- 
Se er Fart st Re LS 
bers te-waitve these project planning procedures and_ap- 


péar before the City Council directly. 


-€DA "planners" are-more coordinators 
both inside and outside their agency. They advise Study 
Committees of project options, write and research pro- 
posed projects. They resemble ORA "planners" in that 
they provide information and technical assistance to 
citizen groups and serve as a liaison between that group, 
their agency, and regular city ane mame. CDA planners 
have an added responsibility, resulting from the cutback 
Ot Model Cities staff in 1973. They serve as monitors 
of delegate agency activities for the Model Cities Eval- 
uation/MIS Division. 

CDA staff are proud of a landscape model (on dis- 
play) of all housing, commercial and recreational facil- 
ities in the Model Neighborhood Area. It was constructed 
by a contract architect and reflects current and anti- 
cipated land use. 

Community Action activities are also subject to 
Federally-established categorical program areas (housing, 


senior citizens, economic development, child care etc.) 
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Both CAA Board members and citizens may submit ideas. 
(It should be noted that the CAA uses a different meth- 
od of citizen participation in project planning. Rather 
than using neighborhood groups, such organizations as 
the Spanish Speaking Unity Council, the Filipino Com- 
munity of the East Bay, Inc. are invited to submit pro- 
ject iideas. ) 

The CAA Planning Department is responsible for 
writing a synopsis of the project ideas and for devel- 
oping a proposal. After submission to a CAA Program 
Committee, they are referred to the nine-member CAA 
Board for final action. Both the City Attorney and 
the Accounting Department have an input to the proposal 
before the last step to Council chambers. 

Project coordination, technical assistance, and 


monitoring are the fob of the CAA planning staff. 
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(5) Monitoring 


e not nave an over-all monitor- 


The City doe 
ing system to "track' progress of specific project 


activity (other than that necessary to fulfill fiscal 


accounting responsibilities) - 
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(6) Evaluation 


The City does not have an institutionalized 


system for evaluating project (or individual) per- 


formance or effectiveness. 


Of all lcommunity development related organ- 
izations, only the Model Cities operation has an insti- 
tutionalized evaluation process. While not adequate 
in itself to assume this responsibility for community 
development, the capacity and experience of the Model 
Cities organization should be utilized. 

Each delegate agency administered by Model 
Cities has a measurable scope of services written into 
its contract. The scope of services is designed by a 
team involving staff of the delegate agency, WOPC and 
CDA. 

Once criteria are agreed upon, a reporting 
format 1s designed. .Submitted to CDA Evaluation. staff 
Ome monthly basis, such reports reflect delegate agency: 
()- Stattine (preference, for minorities, MNA residents); 
(2) Administrative Procedures (record keeping, fiscal 
accounting system, use of budgeted funds, payroll); and 
(3) Activity Measures (number of people served and how, 


number of services rendered, referrals). 
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The CDA: fvaluation/MLS Division is. tresnon- 

e | MoOntLoriie. Cr nteria singular to the stated 
goals aid objectives of each delcgate agency and for 
reporting this progress to the City and to HUD. When 
EVemmMOntLOriis Unit was/cut out during the 1973 reduc- 
tion of funds by HUD, the monitoring responsibility was 
given to the planning staff. 

In addition to the staffing, administrative 
procedures and activity measures, the Evaluation Divi- 
Sion also endeavors to get other knowledgeable feedback. 
Questionnaires tailored to the scope of services are sent 
fo service users as well as to CDA Board members. Occa- 
Sionmelly attitude surveys are conducted and use is made 
of public meeting discussion in forming evaluations. 

Information taken from monthly reporting 
forms, questionnaires, and surveys is considered by the 
CDA Evaluation/MIS Division staff and the Planning Di- 
vision, who serve as Monitors. 

A sophisticated cross-check of monthly 
progress and annual objectives 1s easily excerpted. That, 

v 

accompanied by a comparison with the activity level of 
similar service agencies (both inside and outside the 
Bs te the evaluation procedure employed by the Oakland 


Model Gitnes Agene*. 


Wei hee 


Monthly reports are issued to the CDA Board, 
Hercewamasthe Cily Managar's office. 

Each year, an intensive evaluation, in- 
cluding on-site visits, audits, and personnel inter- 
views, is conducted at each delegate agency. Findings 
are published and presented to Manager and Council, who 
have the final authority to terminate or continue agency 
operations. 

In the third action year, when Agency 
fangs were reduced from $4.9 million to $3 million, 
evaluation information was helpful in decisions of which 
delegate agencies should be terminated or reduced. 

The Community Action Agency also performs 
program and fiscal monitoring and evaluation of its 
delegate agencies and internal components. Numerical 
and narrative data is collected on a monthly basis in 
reporting forms suggested by Federal guidelines. In 
some instances, the CAA collects more detailed data 
from its delegate agencies, as goals specifically ad- 
dress certain minorities, age groups, ethnic groups, 
economic levels, other assistance, education, and em- 
ployability of low income people throughout the commu- 
MLLy. 


A team of staff from Administration, Finance 
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Brceemming Serves as the Monitor of the monthly 


data and subsequent evaluation. 
y the CAA 


Periodic reprts are offered b 


Board to the City Council. 
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(7) Over-all capacity for Community Development- 


(A) 


‘ 


Housing Program 


Capacity: 
Negther Gi City governmen, as TC. 1S. now 


Structured, nor auy other agency in the 


City of Oakland, has, the present capa- 


Cityeto errectively carry out the broad 
responsibilities for community develop- 
tent seemed ti redstindéer- the Housing and 
Community Development Act of 1974. 


While there are certain strengths 
and weaknesses in both structure 
and capacity of city, government 
and agencies of the city, none of 
them, in our opinion, are adequate 
to effectively plan, develop, exe- 
cute, monitor, and evaluate the 
program. 


ORA, has demonstrated an outstand- 
ing record of performance in con- 
nection with the physical revital- 
IZeCLOn Ol epOria ons of the arte 
but at what we consider an unusu- 
ally hich -administrative, cost. pee 


Ouemanslysis of present ,city<staft , 

ORA, Modely Cities, and CAP admin- 

istrative staff overhead indicate 

the following: 

(1) 
ORA Sito wey On 

TO. 102. Cwrthi= 
out real estate 


unit) 
Model Cities 290/9200 
CAP 320 ,000 
Total oe ait gs ae 8 AS OO 
S15 614,903 


ane 


(2) Given the maximum savings 
projected by ORA (15-30%), 
total administrative costs 
would be SL, 130,432.04 
ule ANES Mle oc he et 


(2). ,OUrsanalysSus OL stall néeds 
that would be necessary 
additions to present city 
StaLtsto.carry, out the 
Community Development 
program- $360,000 (plus 
a Director of Community 
Development ) ; 


ORA has had little experience in 
the broader areas of the develop- 
ment and execution of social pro- 
grams such as those referred to 
in the Act as “necessary and supé 
portive social services 

Since a prerequisite for the 
use of the block grant funds for 
such purposes is the filing of 
an application which includes 
social service programs (and 
rejection thereof by a Federal 
or State agency), ORA's propo- 
sal for a separate CDagency 
leaves unanswered the very dif- 
ficult policy and administrative 
problems inherent in that process. 
For instance, in order to facili- 
tate this process, given the short 
time intervals, it may well be 
necessary for the City to delegate 
all of its authority and respon- 
Sleiity for applying for funds 
EPEominuiws, EDA OKO, DO, vate... Co 
the new CDrAgency. The wisdom of 
this further erosion of the author- 
ity of city government would be 
questionable at best. 


The Model Cities Agency has had 

S ignificant experience in citizen 
aebacipationl, Social program 
planning and activity, monitoring 
and evaluation, but. no experience 
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in the area of physical de- 
velopment and redevelopment 

(WLEH the exception wr the 

ousting Development Corporation). 
Tits NOi-prorlt COrporatron Ls 
designed to build and rehabili- 
tate homes in the MNA and has 
constructed seven detached units. 
HDC will act as the developer in 
an ORA renewal project benefitting 
2/ housing units. HDC also ex- 
perimentéd with a revolving loan 
fund, unsuccessful because interest 
rates were too high for MNA resi- 
dents to afford. 


The Community Action Agency has had 
some experience in using community 
ethnic organizations, social pro- 
gram administration, manpower 
training, and some monitoring and 
evaluation. Its physical develop- 
ment activites are limited to Oakland 
Rehab, Inc..which has completed 

the purchase, rehabilitation, and 
sake of ,L6)mnomecar . ORD also..acts 

as a sponsor of other non-profit 
rehab organizations. 


hoe 2 


(B) Community Perception and Attitudes: 


' Community groups and citizens in- 


tended to be benefitted by the a 
DEreeLVesCityestatl as untriend! 


LOacocin Cause, and 56,7 aud spercei ve. ORM ene > 
Startsas Eriendly and. more, sen- 


Sikive LOuthieiwr, needs. 


In our opinion there is jus- 
timatcatwontror this attitude, 
however, we feel that if is 
somewhat out of proportion to 
the facts. City performance 

in this regard over the years 
has varied from “very poor’ to 
“mediocre” In the past sev- 
eral years, there has been 
noticeable improvement. The 
city council must bear the 
responsibility for correcting 
this unfortunate situation 
(whether or mot the cotmeil is 
responsible for its existence 
in the first place, which we 
are not prepared to state). 

The importance of an early, vig- 
SroVls COUrse Of action in Ehis 
regard cannot be overemphasized. 


Institutionalized and personal 
contact and rapport with co 
munity groups and individuals 

by ORA is exemplary and un- 
doubted#y the result of the : 
outstanding personal efforts a 
and commitment of ORA's Exes 
tive Director. / 

Model Cities' staff have estab- __) 
lished good relations with the 
community affected by ‘the program, 
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their perfor = 
ee Dea. 
cause the staffing level and 
budget of the WOPC nearly 
equalled that of the’ CDA panent 
agency, confusion still exists 
in the community and in City 


Hall concerning the role of 
each organization. 
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CAPACITY OF OAKLAND AGENCIES-PLANNING 


Agency Profession#Al 


q 


ity Planning 14 
Department 


—_~ 


akland Redevelopment 


Agency 7 
odel Cities 5 
Agency 


Sommunity Action 4 
Agency 


akland Housing 
Authority 


Division of 


gee reno 
Labor internal ) 


Planning Admin. 
.Plans & Programs 


. Planning 
.Project Coordination (HUD,EDA, SBA) 


. Planning 


. Planning 
.Resource Specialist 


_Administrative 


Analysts 


Bier 


v 


Financial 
Base 


100% general 
fund. (701 
and VMTA not 
budgeted) 


80% federal 


.20% state and 
private 


100% federal 
(HUD) 


100% federal 
(OEO , HEW, DOL) 


100% federal 
(plus rents) 


Type of 
planniie 


.Land Use 
. Environmental 


Impact 


. Zoning 
. Updating 


Master Plan 


.Feasibility 


Studies 


. Neighborhood 


Liaison 


,Coordim tion 


of Plan 
(Implementation, 


.TA/Information 


.TA/Information 
.Monitor and 


Evaluation 


.Monitor 
~ProjJece 


Description 


.TA/Information 
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OAKLAND AGENCY STRENGTHS 


ORA . Programming and Coordination 
. Community Services 
(including relocation and 
property management) 
Housing and Development 


(including Real Estate and 
Housing) 


CDA . Planning: Coordination 
Cine boding?s Monitor) 
Evaluation/MIS Division 


Finance 


CAA .. Head Sitar 
Urban Outreach 


Administration 
(including Monitoring) 


Planning 
(including Monitoring) 


NS 


Recommendations 


The purpose of this section is to present a series of 
recommendations, recognizing that at least some of 
them are tentative in nature. Although based upon our 
fact-finding and analyses of relevant documentations, 
Peercmoortant to gain the input of the community, 
the council and top management for refinement before 
finalizing these recommendations. 


Sete City Council should establish as a matter of 
: high priority, the translation of the goals and 


policies of Oakland into measureable, achievable 


objectives. 


- An “objective" as used in the classic 
Management sense should be specific enough 

so that it is clearly understood what is 

to be done, who is to do it, within what 

Eume at LS to be \done,-tand who is to benefit. * 


Pee rence Counci) sshouldy as an integral part of its 
Policy Plan and goal for improved citizen partici- 
Patron (hess S1836)' inpiieate actions ‘that would 
(a) evaluate city performance against these stated 
Poutcues, sone (>) Wdevelor training: for city start 
Pog would ead to axgreater understanding of and 
pepattiviry cOPtie issues or Cltizen participation. 


The above mentioned goal and policy state- 
ment makes all of the correct assertions re- 
garding the need for better communication, 
more involvement and participation by citizens, 
€tc., but 1t is not iclear as tohow these 
actions will be carried out on a day to day 
basis for the conduct of the City's business. 


. The implication of the goal and Policies 
taken as a whole, seems to be that given a 
Bpeciticeactivity of City government, i.e.% 
development of a five-year capital improvement 
program, the City will strive to obtain citizen 
input. This implication is reflected in the 
Aattitwdes Of city staff and Makes Ut difficult 
to get to the real issues -- involvement of 
citizens in the total processes of government -- 
policy development, budget_inyresource allocation, 
program development, monitoring, and evaluation. 


Se 


a 


oa) 


4.) 


Ds) 


6.) 


vi) 


Pa ocrder oO provide ammediate involvement of citizens: 
an: Y-the “preparation OL an application on for Community 


Development iundin ng, we recommend that the Council 


designate OCCUR as the facilitator of a merhizen. 


participation process that conforms to the spirit 
Cr the Act. 


- The council in doing so should address 
the deficiencies of OCCUR which we noted in 
our findings. 


- The Council should also carefully monitor 
this process to determine if it functions as 
it should in order to make any necessary 
modifications for subsequent program erie oe 


ine Oakland pe Oak andsG.ty Council should clearly and un- 


equivocally adopitya policy. of More direct. iin- 
volvement in and SUpROE’ of social-oriented _ 


Stare Or “Federal resources. 


- One of the deficiencies noted in our fact- 
finding effort was the failure of the council 
historically to embrace such programs. 

- The Oakland Policy Plan does not clearly 
indicate the council's present posture. 


There should be 
Cen al _ pro iat Chemenl annin 
sNonsibility LOE 


ed.an city government a 
staff £ which would have a 
afying needed proje Set. 


AC CLV LEY | Pollo Shings perLommance Itilestones and 
assigning "Ol. responsibilities, 


would be one effective means for carryin 
this recommendation. 


A city-wide capacity for program monitoring and 


evaluation should be established as an integral 


Be eee Community — = eas 


Giey | Ss program pursuant to carrying out oe Community 
Deve lopment ACC Ole Loy'4., 


- Because of the deficiencies of present 
city staff noted in our findings, we recommend 
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two concurrent necessary actions: 


Lee Creation of a city Sstetr position of 


ee 
Dixector of Community Development, with 


immediate atl i ——The 
qualifications for this position should 
be carefully spelled out by the Council 
to insure that this position is filled 
by an individual with the necessary 
technical skills in the field of 
community development and housing and 
who also can relate well with citizens 
and community groups, particularly low 
and moderate income persons. 


- Additional staffing and organization 
would be developed by us, working with 
the Director and City manager. 


2. Meanwhile, a city task force should be 
charged With, full responsibility for the = 
development of the CD application, together 
with necessary staff to be provided on loan 
from ORA, OHA, Model Cities, and CAA. 


There is no single recommendation that can be made 
here to address the finding concerning community 
perception and attitude toward city government. 

A good faith effort to implement all of the seven 
preceding recommendations should go a long way 
toward improving the image of City Hall in the 
minds of those in the community who now feel a 
sense of alienation. 


In the final analysis, however, mutual trust 
and respect between those governed and those who 
govern can only come about by way of a community 
dialogue that is motivated by the hearts and minds 
of sensitive, dedicated public servants and an 
informed, involved citizenry. 
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A Difficult Task 

We found, as we undertook our study, that Oakland was 
a city on the verge of great things, yet a city terribly 
divided. 

It became clear we could not do justice to our task 
if we addressed only the symptoms - ie: that which appeared 
on the surface. We felt we must address the underlying, 

Pe eerie ytssues- and lay out the real problems facing this 
community. The issue of "whether City Staff or ORA" should 
carry out CD was clearly not the real problem. 

A surface look might well conclude that looking at 
the present state of things, ORA, given some additional 
staff skills, could carry out a community development pro- 
gram better than the existing city staff structure. But much 
larger issues dominate the scene: The basic intent of the 
new CD legislation; the unfortunate history CL Clty. Commit- 
ment to Federal programs in Oakland; the feeling of aliena- 
tion of many people, particularly minorities and the poor, 
from their city government; and so on. 

A recitation of this study, with its findings and 
recommendations, begins to sound like a classic study in 
American government today. 

As noted at the outset, the proliferation of Federal 
categorical programs during the 50's and 60's was coupled 
with a proliferation of agencies and para-governmental enti- 
ties. This fragmentation of effort manifested itself at the 
local level with the creation of Housing authorities, Renewal 
agencies, CAP agencies, manpower training program sponsors 
and so on. Not only did this make effective coordination 
of program efforts impossible, it algo caused duplication, 
waste, high administrative costs, and ultimately, fewer 


resources left for those who were supposed to be the beneficiaries. 
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Probably the single most debilitating aspect of this 
system, was the fact that it removed all reasonable require- 
Memes For acgountability- accountability to the public to 
be served. As programs and agencies were established, one 
after another, it became impossible for a citizen to deter- 
mine who was responsible for what activity in the community. 

| Local elected officials understandably adopted the 


RANG sas: Sy 


attitude..."Here's another Federal program 
result, generally failed to become involved in a meaningful 
way. 

such is the case with Oakland. 

We are now looking at a new direction- the under- 
lying philosophy reflected in the legislative history of the 
Housing and Community Development Act of 1974 is to do some- 
taing about these issues: Proliferation, Fragmentation, 

Lack of Coordination, Duplication, Waste, Lack of Accounta- 
muy . this Act clearly amd concisely places full re- 
sponsibility and authority upon general purpose local govern- 
Meme for the carrying out of community development responsi- 
Merroies. The funding entitlement, contrary to previous 
Par programs, soes directly to local government. While 
One provision of the act permits local government to contract 
Meer Other entities for part or all of the program implemen- 
fation, it should be stressed that this provision taken in 
Pea junction with all of the requirements of the legislation 
would have to be narrowly construed and in such a way that 

it could be clearly demonstrated that vany such delegation 

of authority would not impair the local governing body's 
moility to completely fulfill its responsibilities under the 
act. 

I do not believe this could be achieved under the 


proposal of ORA called "New Directions for Oakland”. 


Shes 
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